Organization Development with its process focus, as developed in the West, may not be able to deal with several problems of social reality like alienation from work and life, tension ridden culture of consumerism, effects of future shocks, etc. The picture is complicated in developing countries where bureaucratic-work orientation with concomitant values and attitudes dominate public enterprises. The need for the establishment of an effective system for the continuous rise in the quality of life is quite important in public enterprises. A new culture has to be developed. There is a need to internalize a larger "appreciative system" with OD strategies in terms of the process and design. This may lead to "eco-system,' a meaningful linkage of the past and the future through the present, an ideal-seeking approach to the future. Such an approach may free 00 from its narrow confines.
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A recent pursuit among serious actionresearch oriented social scientists is to establish an organic linkage between different strategies of organizational effectiveness and the relevant larger environment. The contextual or environmental forces that impinge on an organization system are receiving more and more attention, and the organization change strategies are getting modified, if not enriched, by these efforts to link the two. Churchman (1968) , for example, has criticized the approach of efficiency-prone information system analysts as a mechanical-technical exercise and suggested that unless the management information system -computer based or otherwise -is conceived in terms of total system needs it will not be really effective. Similarly, Emery and Trist (1965) and Terreberry have developed criteria for organizational effectiveness in terms of a matrix of exchange relationships with relevant environments. This paper, therefore, emphasizes the effectiveness of organization development as a process of planned change in the context of environmental realities.
The dynamic balance is a six-order function :
1. Man-nature balance 2. Nation-nation balance 3. Man-technology balance 4. Man-organization balance 5. Man-group balance 6. Man-man balance. These six major interfaces are crucial to our understanding of the changing role of relationships between interdependent systems, sub-systems, and elements. Man depends on nature for resources, and nature depends on man for its definition : human life gives meaning to nature. One nation depends on another for exchange of ideas, products, men, and services. Man depends on technology for "comfort," and technology can only be enhanced by man. Man depends on organizations for achieving purposes, and organizations depend on man for resources and skills. Man depends on human groups for the satisfaction of certain needs, and groups depend on man for membership and contributions. Man depends on man for self-definition, self-esteem, and selfgrowth : it takes two to see one. The underlying interdependence sustains this dynamic balance from one point of equilibrium to another.
However, for this process to operate positively and with overall effectiveness, a conscious and deliberate cementing is called for, which, in Ruth Benedict's language, is the state of synergy. Benedict speaks of cultures with low synergy and cultures with high synergy. She is obviously in favour of social structures that provide for high synergy :
Whatever the special type of groundplan, synergy is set up sociologically by a social order that provides mutual advantage and eliminates activities at the expense of other groups. To understand aggressiveness or nonaggressiveness, persecution or mutual helpfulness, in anv human social group, one must check the social order and its man-made institutions for their provisions for social synergy. synergy" will no longer be adequate to correct systemic derailment. The social arrangements will need to be restructured for congruence in six-factor meta-ecological balance. An arrangement that would seek a balance in man-technology relations may disrupt man-man relations and man-nature relations. Similarly, man-man relations may find a retreatist orientation as in the hippy culture accentuating the man-group and man-organization imbalance. Similarly, bilateral relations based on cooptation may lead to a counter-alliance distorting nation-nation and man-technology balance and so on.
All in all, therefore, the need is for a gestalt of meta-ecological dynamic equilibrium. Admittedly, therefore, human institutions will need to be revamped, but the meta-system will demand that many a tradition considered hallowed and many a value that stood the test of history be cast aside. There will be, as it were, a compulsion to uproot ourselves so that new roots can take hold. Transference and countertransference are to be put in their places so that liberation becomes possible in work and life in the form of the multifactor balances.
The design of work and the relationship fostered around work needs to be conceived in terms of elements that seek not only sub-systemic balance, such as effort-reward, inputoutput, output-surplus, and so on, but to transcend the immediacy of goals to purposes that link backward and forward the six-factor balances. Work design needs to be built upon the foundation of the six pillars.
While it is not the intention to question the validity of Benedict's observation, it is necessary to mention that for the developing countries in Asia, Africa, and Latin America, one essential element in the entire repertoire of change strategy is to develop the concept of extension motivation. Udai Pareek has defined this motivation :
De believes that motivation and management of the human institutions since the heydays of free enterprise until now have the human world in such disarray that Benedict's "social Development (economic and other) is not a function of achievement motivation alone. Concern for other people or the society also seems to be important in development. No work has been done on this important motive. In the absence of available term, I call it ''extension motive"-a need to extend the self or ego and to relate to a larger group and its goals.
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McClelland's work, carried out in a developing country to accelerate economic development through psychological training, mentions "concern for the welfare of all," but no meaningful strategy has evolved out of his work to link achievement orientation to the larger social context. It is, however, heartening that Sen, a well-known welfare economist, has gone beyond the concept of welfare economic models based on individual orientation to develop the concept of collective choice and social welfare. One also finds elements of operationalizing meta-ecological balance in the existing experiments with organization systems in North Vietnam (Hodgkin and White) and in Tanzania (Wenner) where attempts have been made to design effective systems for social transformation on the basis of meaningful group work, development of objectives on the basis of consensus, and closeness of relationship between organizational activity and larger social environment. No doubt, John Millinga's experiments with Ujamaa villages has met with initial difficulties, but the Tanzania strategy of nation building deserves considerable attention and emphasis. These references to North Vietnam, Tanzania, and similar developments in China (M.K. Whyte) do not necessarily imply that these models are likely to have universal application. Later on, we shall argue that cultural relativity factors will have their appropriate role in the efforts towards organizational effectiveness.
The Rationale for Organization Development
Linking meta-goal balance to organizational effectiveness, De (1973,a) has developed two typologies :
In the first place, one can look at an enterprise with its various sub-systems which will indicate the kind of internal dynamics that operate within a public enterprise :
It is postulated that in case an enterprise with its various sub-systems is located in Box 1, its ability to establish a positive transactional relationship with its environment, including the co-ordinating mechanism, will be more effective than if it is plagued by various sub-systems in Boxes 2, 3, and 4.
From internal system, one can move to the external reality. We present below a typology of adaptive enterprises in terms of external consistency and internal consistency. This table will show that an enterprise which is internally consistent with its resources, human and non-human, and in its operation, and is also externally consistent with the relevant environment, will be an integrated public enterprise and to that extent its effectiveness in relation to the co-ordinating mechanism will be high. Absence of these conditions will make its transactional relationship with the co-ordination mechanism ineffective. While the pioneers in organization development, Warren Dennis, Chris Argyris, and others in the United States, have spelled out the rationale forJTorganization development efforts in their writings, John Gardner's nine criteria are as incisive and relevant : Lastly, an organisation runs on motivation, on conviction, on morale. Men have to believe that it really makes a difference whether they do well or badly.
These nine principles may be called some of the key building blocks for designing an organization internally to keep it viable, vital, and self-sustaining.
What is significant is that organization development as an intervention has provided the strategy which may help implement the objectives spelled out by Gardner.
Golembiewski has conceived organization development (OD) in terms of organizational processes as well as organizational purposes, and, in a capsule form, he has presented OD as a cube -focus, locus, and design :
Golembiewski's approach has five characteristics of organization development :
1. The basic OD learning strategy is experimental.
2. The laboratory approach to OD empha sizes the "how" as contrasted with the "what."
3. The laboratory approach to OD con centrates on increasing valid information, gene rating additional and reasonable choices, and developing active resources in an organization.
4. The development of a truly collabora tive relationship is the goal of the laboratory approach to OD.
5. OD programmes have a relational thrust. Overall, they seek to relate individual needs and organizational needs to increase their congruence for mutual benefit.
Proceeding further, Golembiewski identifies the following major objectives of OD :
To create an open, problem-solving climate throughout the organization so that problems can be confronted, rather than fought about or fled from.
2. To build trust among individuals and groups throughout the organization, whether the linkages are vertical ones between superiors and subordinates, horizontal ones between peers, or diagonal ones between individuals of different ranks in different units of the organization.
3. To supplement the authority associated with role or status with the authority of know ledge and competence.
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blem-solving responsibilities as close to the information sources as possible. 5. To make competition where it exists contribute more to the meeting of work goals, as where organization units compete in produc ing goods or service more efficiently and effectively as opposed to win-lose competition.
6. To maximize collaboration between individuals and units whose work is interde pendent.
7. To develop a reward system which recognizes both the achievement of the orga nization's mission (profits or service) and human development (growth of people).
8. To increase the sense of ownership of organization objectives throughout the work force.
9. To help managers to manage accord ing to relevant objectives rather than according to "past practices," or according to objectives which do not make sense in their area of responsibility.
10. To increase self-control and selfdirection for people within the organization.
11. To create conditions where conflict is brought out and managed.
12. To increase awareness of group "pro cess" and its consequences for performance, i.e., to help persons become aware of what is hap pening between and to group members while the group is working on the task, e.g., commu nication, influence, feelings, leadership styles and struggles, relationships between groups, and how conflict is managed.
Understandably, a good deal of emphasis has been given to process orientation to OD by Golembiewski, Chris Argyris, Warren Bennis, Edgar Schein and Robert Walton. The process orientation, according to Golembiewski, has six major priorities :
1. Process orientation is essentially experiential. Its basic learning stimulus is not a case study or a theoretical presentation. The stimulus
is to confront substantive issues and the feeling level problems and to deal with them here and now.
2. Process orientation presumes collabo rative relationship in both diagnosis and pres cription between consultants and clients.
3. Process orientation is continuous with a view to gradually developing internal com petence within the organization to deal with the continuing challenges of organization renewal.
4. Process orientation operates simulta neously at the level of individual, interperson, and intergroup. These levels essentially involve human processes in communication, member roles and functions in groups, group problemsolving and decision-making, development of group norms and maturity of group, leadership and authority issues on the basis of mutuality of influence, development of intergroup co operation, and, wherever functionally desirable, competition on the principle of excellence rather than on the principle of win-lose situation.
5. Process orientation can be enriched by continuously evaluating process in content and structure.
6. Process orientation is an additional path to increased organizational effectiveness and not an exclusive one.
To sum up, then, the guidelines for process orientation are as follows :
O We pay attention to individual as well as group needs. O We pool the widest possible range of opinion.
O We systematically question estabblished ways of doing things.
O We emphasize feedback and ongoing criticism and evaluation.
O We clarify interpersonal relationships by deliberately digging out "garbage," i.e., concealed feelings that block simple man-to-man understanding.
O We stress responsibility for sharing management of the enterprise.
O We encourage exploration of oneself and one's connection to others.
The overall OD objectives (De,1973,b) , therefore, can be stated as follows :
O Personal growth and interpersonal effectiveness programmes are initiated for overcoming personal "hangups" and erasing the "imprints" of the past so that meaningful and committed relationships can be established in the family, friendship circle, and work situations.
O Interpersonal commitment can become the basis for ongoing intra-group, inter-group, and cross-function relationships based on trust, openness in communication, and generation of valid information so as to minimize, if not eliminate, the dysfunctions of instrumental relationship in a bureaucratic culture.
O Establishment of a humanistic culture throughout an organization system by bringing about changes in power base, decision-making apparatus, work allocations, control systems and accountability, personnel policies and practices to take care of employee needs, aspirations, and work effectiveness. The new system operates on the premises of theory Y or system 4 on the strength of new norms, values, and sanctions. These organizational innovations seek to improve upon the effectiveness of the organization in terms of its explicit goals.
O The essential characteristic of the process emanates from the phenomenon of continuous change in the environment. To survive and to survive successfully an organization system needs changing.
Assumptions of OD and Emerging Dilemmas
We have spelled out the objectives and the basic strategy of OD. Now it will be fruitful to examine certain assumptions of OD made by some exponents of it and the dilemmas these assumptions pose particularly for developing countries. According to Blake (1964) , the objectives of OD are improvements in productivity and profits, changes in practices and behaviour, changes in perception, attitudes, and values among the target population in an organization in relation to the corporate objectives. Similarly, Harwood programmes (Marrow, 1967and 1972 ) measure the intervening variables 32 Vikalpa of how people work under the new system and the dependent variables are conceived in terms of what, implying productivity and other hardware criteria. Davis, while describing the TRW Systems' OD programmes, mentions that "the primary purpose was to improve the company in ways that would enlarge profits." Robert Blake and his associates, (1969) while presenting the Grid OD as a strategy for corporate excellence, expressed the view that "an excellent corporation is able to achieve and sustain an outstandingly high return on investment over long periods of time ...in line with the tenets of success in a free enterprise society."
Now these assumptions taken at random do reflect the orientation of many an OD specialist. In the context of a free enterprise system in developed countries, these assumptions might make sense, although in recent years some of them, as has evolved in the USA, no longer remain unchallenged.
While the western model of OD, if one can use this term, is sought to be utilized as a universal model for developing countries and, in particular, for public enterprises, one may be trapped as eloquently predicted by Peter Drucker, Hadley Cantril, and others. Discussing the "Vanishing East," Drucker had this to say :
Every single one of the new countries in the world today sees its goal in its transformation into a western state, economy and society, and sees the means to achieve this goal in the theories, institutions, sciences, technologies and tools the West has developed. ... This is no speculation. It is experience. In the three oldest and most advanced and richest non-western cultures-Japan, China and India -the attempt has been made to base a viable society on inherited non-western foundations and in all three it has failed. Cantril, in his cross-cultural study on the patterns of human concerns, involving a large number of countries, concluded : "It is clear that the developed nations of the West with their relative abundance of material goods and their use of technology to ease the burdens of life serve as models by means of which people in less-developed nations learn to define and expand their wants. It is relatively rare that a people do not sooner or later learn to define their goals in terms of western standards." Given these assertions, one is confronted with the dilemma whether in the west the growing reality of alienation from work and life, tension-ridden culture of consumerism, the effects of future shock as graphically described by Alvin Toffler, and the unintended consequences of the ascent of non-organic-destructive drives (Fromm) , do contribute to our metaecological balance objective.
Golembiewski's framework of OD is assuredly an intervention strategy for an organization system for bringing about changes in sub-systems and moving these towards openness-prone culture as suggested in Figure 1 earlier. One cannot, however, be confident whether it will, by itself, lead to the type of adaptive organization presented in Figure 2 , particularly in the context of societal dynamics in the developing countries.
Realities of Developing Countries
The dilemmas can be brought into sharper focus by highlighting some of the dynamics of developing countries.
The Cultural Relevance
The psycho-historical dynamics of a nation and the overall cultural ethos of its citizens have some definite relevance to any strategy of planned change for organizational excellence. While impressive literature exists on cross--national studies on cultural relativity, four studies in particular highlight the relevance of the issue.
England, while studying the behavioural relevance of traits or ideas associated with managers in U.S.A., Japan, and South Korea, found the following differentiating characteristics: O Ambition, loyalty and honour have much higher scores for US managers than for the two other countries.
O Job satisfaction is high for American managers while autonomy is high for Korean managers. Security and influence have relatively low scores for US managers. The concept of money is more of an operational value for Korean than for Japanese or American managers.
O American managers have relatively
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33 high behavioural relevance scores for the concepts of change, risk, and religion and low scores on caution and force. Korean managers, in contrast, have low scores on competition, change, and risk. Japanese managers have relatively high scores on the concept of rationality and caution.
Having surveyed some available research data on the value systems of Indian managers vis-a-vis managers of some other countries, De (1974) identified the following characteristics of Indian managers :
O Indian managers show a more autocratic orfentation towards management practices.
O Indian managers make a sharp distinction between to direct and to persuade and they give more positive value to direction than to persuasion. It has also been found that in their view direction is related to decision and cooperation and persuasion is related to creation, reprimand, making a mistake, and cheating.
O Indian managers are comparatively high on need importance, low on need-fulfilment, and high on need dissatisfaction.
O Indian managers do evaluate higherstatus positions more positively than the lowerstatus positions.
O Lower level Indian managers do experience greatej need deprivation compared to higher level managers.
O Indian managers profess a belief in group-based participative decision-making, but have little faith in the capacity of workers for taking initiative and responsibility. O There is a high level of overall cynicism among Indian managers. In general, their image of the businessman is that of an individual who is willing to make decisions which will hurt others, who is basically a cold, calculating kind of person and who is not always sincere in his dealings with other people.
O Indian managers believe in the amorality of the managerial role. They believe that, in general, managers have to compromise ethics and morals to accomplish a task. They are also cynical about "what is required to get ahead in an organization." O Indian managers feel powerless to influence political decision-making and have a sense of dependence (sense of helplessness) on external environment.
Ronald Dore, in his study of the origins of national diversity in industrial relations in the British factory and the Japanese factory, has highlighted the role of socio-historical and cultural factors in the development of differential institutional and behavioural systems of industrial relations culture in the two countries.
Lastly, one may mention the example cited by W.F. Whyte in which he discussed the ineffectiveness of developing a rural healthsystem in Nigeria along the western model and successful development of an alternative organization design focussing on the significant socio-cultural dimensions of the tribal rural culture.
Role of Public Enterprises
Apart from the dynamics of cultural relativity, another major factor is the special role of public enterprises in developing countries. No doubt, different developing countries have placed different emphases on the role and the context of public enterprises. While generation of surplus and seeking organizational viability continue to remain significant objectives for public enterprises, there is a complexity of additional forces that acts as a motivational base for establishing public enterprises. Some developing nations have conceived public enterprises as a major instrument of socio-economic transformation, while some other countries might not have gone that far, but have accepted the symbiotic existence of promotional function, social welfare function, and commercial function of public enterprises. In a recent study by De (1975, b) in an Indian state, Andhra Pradesh, it has been found that a substantial number of public enterprises have been established with the objective of serving the rural poor for bettering not only their economic conditions which is indeed vital, but also to improve their quality of life itself. In the context of the special role of public enterprises in the 34 Vikalpa developing countries, the concept of meta-ecological balance is basic to using OD as an effective intervention strategy for improving organizational effectiveness.
Elitism
Yet another aspect of socio-cultural realities of developing countries is that those who are in a position to change and influence the organizational culture, hail from certain socioeconomic strata with values which, in the absence of a better term, can be called the values of elitism. Elitism at a rational level will no doubt be constituted of technical knowledge, elements of drive and risk-taking, a desire to adapt to new technology, and keenness to transfer technology. On the other hand, it also has certain emotional components which may take the form of self-seeking behaviour, concern for own interest group including kinship and family ties, values of consumerism, and even parasitic culture. If the power base in an organization essentially inheres in the elite, shifting organizational culture from theory X orientation to theory Y orientation involves a host of problems, some of which have been identified by De (1971) : Attitudes and values of the top leadership on organization activities have a significant flavour of the habitual as distinct from innovative behaviour. The existence of cluster or divisive leadership at the operational level often leads to stronger sentient group (homogeneous emotional bond) as opposed to a functional task group. Task interdependence and interpenetration often remains unreflected in behaviour. There is evidence of buckpassing and scapegoating. Poor team work is often visible in production meetings and progress review meetings. Individual responsibility and initiative are hamstrung by interpersonal checks and balances. Upward communication often is a reflection of the perception of the superior's likes and dislikes, except when it originates from the representative system (e g., trade union). There is a strong tendency to reduce communication to writing with a low priority for face to face communication. It reflects the existence of interpersonal distrust. Very often there is a chasm within the executive system of communication primarily on account of low commitment to new skills. Poor communication between the executive system and the representative system becomes an excuse for poor inter-hierarchical communication within the executive system.
Usually some form of directive-type conflict resolution mechanism operates almost to the total exclusion of system for resolving interpersonal conflict at the affective level. Haphazard adaptation rather than a planned system for the generation or utilization of knowledge leads to disillusionment and apathy at the junior levels, and is sometimes confused with the problem of the generation gap. Proclivity towards solution-mindedness and a need for anxiety reduction leading to development of mechanical forms of organizational structures and processes which are expensive in human and other invisible costs. Existence of a high degree of polarization in commitment.
There are a few committed members in a system, as if to compensate for a large cadre of the uncommitted. There is a visible orientation towards short-term perspective in managerial priorities which results in a doublefault problem-solving orientation : a. Routine gets precedence over non routine b. Fire-fighting activities get precedence over fire-preventing activities. Existence of low reality orientation for executive behaviour.
Self-oriented behaviour usually dominates over self-aware behaviour. In the matter of confronting an actively changing environment, the routine-oriented, security-conscious, and anonymity-seeking propensities show up rather stubbornly in the desire to adjust passively to the environment, and externalizing the problems instead of looking at the potential internal capability of the system to respond positively to the environment. There exists a constant human conflict, on the one hand, between one's own public self and the concealed self and, on the other, between the public self and the blind self, with the consequence that the intrapsychic conflicts overshadow work rationality and emotionality often contaminating both. Inculcation of a narrow concept of "product sovereignty"
to the utter neglect of the process development often adds to an optimistic illusion of what the ends are or should be.
These and other studies conducted by De (1975, b) indicate that in public enterprises the bureaucratic work orientation with concomitant values and attitudes often heighten the diagnostic data presented above.
At the same time, there are honourable exceptions where in the public enterprises positive orientation in terms of OD is taking roots mainly on account of the top-level leadership and occasional imaginative and constructive leadership of the trade union leaders. For example, a large complex public enterprise in India, Bharat Heavy Electricals, having about 50,000employees, had been languishing for many years, was unable to utilize the available human resources effectively, and manifested low morale.
Vol. 1. No.2, April 1976 interpersonal, intergroup, and interunit conflict. It has, however, turned the corner since 1972 to emerge as a model public enterprise mainly on account of the change in the top leadership. In a hierarchically oriented social system, as in India, certain qualities of leadership can often be converted into an advantage instead of looking upon them through the spectacles of the West. The problems of public enterprises in developing countries, therefore, are problems not only of slow and steady growth in economic and social dimensions but accelerating the process by establishing relation between the task system and the human system. It is not enough, then, to conceive of public enterprises as a contributor to net domestic product but also as establishment of an effective system for continuous rise in the quality of life. OD as an intervention strategy should be evaluated as a potent force for bringing this objective to fruition.
Matrix of Intervention Strategies
Our presentation has so far highlighted three points :
1. The concept of organization develop ment at its normative stage and its evolution and development in organizational settings in the developed countries.
2. The problems of the developing coun tries particularly in the context of cultural and related issues, which are not necessarily good or bad, but treating them as realities.
3. The bureaucratic orientation in the public enterprises in view of the transference of civil administration culture to the public enterprise system.
Thus the totality of the issues in interrelated terms are :
1. Reorientation of values and attitudes at the organizational, group, and individual levels to subserve the purpose of meta-ecological balance.
2. Development of a culture of work commitment making it possible to establish a continuum between the quality of work life and the quality of life itself.
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Studies by Inkeles and Smith on the dynamics of modernization process in Chile, Israel, Argentina, India, Nigeria, and Bangladesh indicate that involvement in a work system acts as a positive reinforcement towards modernization and that perhaps it is more potent than formal education.
3. An organizational system to shift from esoteric to exoteric culture (Churchman, 1974) .
It is important for a developing country to ensure that an organizational system not only concerns itself with the organization's goals in terms of management by objectives, but also becomes exoteric in terms of sensitivity to its relevant environment, which includes the poorer and the neglected sections of the population in developing countries.
Given these parameters, it is necessary, then, to develop an OD strategy along extension motivation. To operationalize the extension motivation concept, one may utilize the Ackoff model, the main features of which are :
The "state maintaining system" must be able to discriminate between different internal and external changes to which it reacts. A "goal-seeking system" is one that can respond differently to one or more different external or internal events in one or more different external or internal states and that can respond differently to a particular event in an unchanging environment until it produces a particular state (outcome). In such a system there is a choice of behaviour. A "process" is sequence of behaviour that constitutes a system and has a goal-producing function. A "multi-goal seeking system" is one that is goalseeking in each of two or more different (initial) external or internal states and which seeks different goals in at least two different states, the goal being determined by the initial state. A "purposive system" is a multi-goal seeking system, the different goals of which have a common property. A "purposeful system" is one which can produce the same outcome in different ways in the same ( internal or external) state and can produce different outcomes in the same and different states. Thus, a purposeful system is one which can Changs its goals under constant conditions; it selects ends as well as means and thus displays will. An ''ideal" is an objective which cannot be obtained in any time period but which can be approached without limit. Just as goals can be ordered with respect to objectives, objectives can be ordered with respect to ideals. An "ideal-seeking system" is a purposeful system which, on attainment jOf any of its goals or objectives, seeks another goal or objective which more closely approximates its ideal.
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Organizing all these postulates into a gestalt, one can visualize a system with the following characteristics:
O At the apex there will be an idealseeking system or a purposeful system depending upon certain objective conditions. O This system will encompass a multigoal-seeking system. O The multiple goals will be conditioned by the interests of the human beings constituting the system (Beteille) .
O The interests will determine the behaviour of the actors. The behaviour of the actors will, however, be conditioned by values and preferences and will determine the policies pursued (Race) .
Using these concepts, has developed a model of operation of a human system (Figure 4 ). Figure 4 indicates that the root issue is "behaviour repertoire," and this has to be in consonance with interests, goals, and purposes; and to ensure this consonance in a conflictridden, interest-oriented, segmented human system, an autonomous and non-exploitative system will have to be created. Keeping this purpose in view, the existing model should be converted to another model ( Figure 5 ).
In the context of these requirements, the intervention strategies will become a composite model of change. The elements in this matrix will be three :
1. OD strategy to develop internal con sistency which will certainly call for modifica tions to suit the socio-cultural context not only of the organization but also of the country concerned.
2. Development of a culture of semiautonomous work group within the organiza tion based on the suggestions of Eric Trist, Fred E. Emery, Einar Thorsrud, Philip Herbst, Louis Davis, and others. Some of the latest literature on the subject (Emery et. al. 1975; Emery, et al, 1974; Davis, et al, 1972; Herbst, 1974) provide clear evidence that, on the basis of autonomous work group culture OD strategy will need to be enmeshed with debureaucratizing work system and overcome the dehumanizing effect of mass production technology. Michael Maccoby's insightful study of the Bolivar project indicates that even in an industrially advanced society such as the United States, there are industrial employees with distinct, identifiable, sub-types of culture; the "Industrial Democracy" project can help them to work together in semi-autonomous groups by making the work-system oriented towards variation and meaningful tasks, providing for continuous learning, increasing autonomy in organizing and monitoring work, providing a social-support culture for collaboration, estabishling meaningful relationship between job and its socially desirable contribution, and catering to a desirable career pattern. The inviolability of technology can be made flexible in the con-
The notations 1,2,3,........... n represent diversity within the basic parameter of convergent ideals and purposes.
text of which complex human beings with different value orientations can be motivated to work together and to make "life to work." 3. The ultimate objective being to lead a social system, of which the organization system is a part, to an ideal-seeking system, it will be necessary to utilize what Paulo Freire (1972, a and b) calls the conscientization process so that employees of an organization system reaping the benefits of an open culture provided by OD intervention and industrial democracy inputs can establish a meaningful relationship with the enviornment leading it towards: an ideal-seeking system. It is true that an ideal-seeking system is not a static concept and, as such, it can perhaps never be reached, but the important point is that an approach towards the ideal-seeking system will continuously provide a culture of renewal of man, organization, and the larger system of which man is a part.
In this context one can provide preliminary but optimistic data from an Indian experiment that is being conducted in an organization of rural landless labour where the matrix of OD, Industrial Democracy, and Conscientizalion Process have been at work, involving a large tribal community located over an entire administrative district (Maharaj, et a/.) .
In conclusion, one may venture the thought that for the public enterprises in developing countries all change agents need to internalize a larger "appreciative system" while using organization development strategies in terms of process, focus of attention, and the designs. A larger appreciative system would lead to what Marvin Harris has called the "eco-system." The eco-system means approaching present reality in terms of ecological dynamics of the past linking it with the present leading to an ideal-seeking approach to the future.This is where an encapsulated form of OD as is being practised in many Western organizations might not be relevant to developing countries.
